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Abstract 
 
This dissertation was written as part of Executive MBA (EMBA) at the International 
Hellenic University.  
The business consultancy project will focus on small and medium-size enterprises 
(SMEs) and propose the way of choosing the right Key Performance Indicators (KPIs) in order 
to grow and become successful companies. Further, it will propose specific KPIs for a real 
small company named AKSES. The steps of choosing the right KPIs for AKSES could be a 
pattern for all SMEs.  
At the beginning, studying the literature, the dissertation defines what is success for 
SMEs, which are the performance measurement models, which are the performance 
indicators and how a SME should choose the right KPIs.  
After choosing the Balance Scorecard (BSC), the AKSES company is introduced as well 
as the chosen KPIs. To compare and understand if the chosen KPIs are the right ones, a 
research was made from the industry where AKSES is part of. An analysis of ratios was made 
to compare the industry with AKSES and finally, there is a discussion about the results and 
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1.Introduction 
The Greek economy is flooded with small and medium-size enterprises (SMEs), which 
are the backbone of its economy. These companies, though, are trapped in the everyday busy 
business life and cannot follow the basic management tools to expand their business. 
The goal of this business consultancy project is to help SMEs, and in particular AKSES, 
to identify the right key performance indicators (KPIs) in order to capture potential areas 
requiring further development, and thus enable them increase their performance and 
efficiency. This dissertation is geared towards assisting all SMEs, who want to make the next 
step: transform themselves to a successful and well-organized company with a clear and lean 
strategy plan, clear structure and procedures, clear goals, and clear success indicators. I will 
try to define the exact steps to be taken during a business year so as to achieve the gradual 
growth of a company and become a success story.  
A company can be characterized as success when it achieves the following: 
1. Good key financial figures (growth of sales, growth of total assets, profit margin 
and return of equity-ROE); 
2. Strong brand name; 
3. The company should define standards which are guided by long-term values; 
4. Continuing improvement in each division – good communication with the 
customers; 
5. Offer high quality products; 
6. Have an organized big portfolio of products in different segments – diversify risks; 
7. Invest in employees (create a very good working environment); 
8. Competitive advantage – positioning knowing the competitors; 
In my dissertation I will try to present the various KPIs available and indicate which are 
the most important for SMEs. I will, also, try to answer the following critical questions for 
SMEs and implement the findings in the real business life, i.e. AKSES:  
1. How should a SME choose the right KPIs? 
2. Which are the most important KPIs for AKSES? 
3. How to measure the chosen KPIs? 
So, this dissertation captures the contributing factors to SMEs’ success, demonstrates 
the Performance Measurement Systems (PMS), and elaborates on existing performance 
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indicators and on how SMEs should choose the right KPIs. Following the theory, the 
dissertation will present the Balanced Scorecard for SMEs and specifically for AKSES. Then, a 
ratio analysis for the industry, where AKSES belongs to, will be presented. Finally, a ratio 
comparison will be made in the specific industry, so to discuss if AKSES is a success company 
or not. 
2. Literature review 
2.1 Definition of Small and medium-size enterprises (SMEs)  
The EU recommendation 2003/361 describes the definition of Small and medium-size 
enterprises (SMEs) in a very clear way, using the factors: 1. Staff headcount and 2. Either 
turnover or balance sheet total. 




Staff headcount Turnover 
Balance sheet 
total 
Medium-size < 250 < € 50m < € 43m 
Small < 50 < € 10m < € 10m 
Micro  < 10 < € 2m < € 2m 
 
Individual firms are applying to those ceiling figures. The EU recommendation 
2003/361 declares also that subsidiary companies may need to include employees or the 
turnover of the parent company.  (SME definition) 
Another approach to distinguish SMEs could be on two bases: the “personal principle” 
and “the unity of leadership and capital” (Loecher, 2000). In personal principle, managers 
operate the company having a central role in the business decision making processes and they 
feel part of the company, with a lifelong duty. Hence, they maintain direct contact with the 
employees, customers and suppliers (Loecher, 2000). In principle of unity of leadership and 
capital, one person, which is the owner of the company, control all the sectors of the firm. He 
acts as manager and in the same time as a proprietor. In addition to leadership duties, the 
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Table 2 presents the definition of SMEs in Greece. SMEs play an important role in the 
“non-financial business economy” of Greece. At this point I will present some EU figures for 
Greek SMEs. Greek SMEs represent 63.5% of total value added (EU average 56.4%) and an 
employment share of 87.9% (EU average 66.6%). In 2014-2018, the overall SME value was 
increased by 11.8%, with small firms achieving the largest growth (25.7%) and micro firms 
decrease by 11.9%. From these figures we can understand the importance of SMEs for the 
Greek Economy. 
2.2 Definition of business success/ business failure  
2.2.1 Business process management (BPM) 
Business process management (BPM) is defined as “all efforts in an organization to 
analyze and continually improve fundamental activities such as manufacturing, marketing, 
communications and other major elements of company’s operations” (Zairi, 1997, p. 68). A 
business process consists of activities, which should be dynamically coordinated to deliver 
value to customers. A business process could also be “logically related tasks, which will fulfill 
the strategic goals of the company” (Guha and Kettinger, p. 123).  Because in many cases, the 
definition of success depends on the project or the organization or generally on the unit of 
the analysis and because BPM can be initiated for a variety of different reasons, we propose 
 
2  Greece - 2019 SBA Fact Sheet - europa.eu. 
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the following definition: “BPM is successful if it continuously meets predetermined goals, both 
within a single project scope and over a longer period of time” (Trkman, 2010, p. 127). 
To understand better the meaning of the critical success factor (CSF) of the BMP, we 
should study in combination three theories. These theories are the contingency theory, the 
dynamic capabilities (DCs) theory and the task–technology fit (TTF). The findings from each of 
the three proposed theories should not be studied in isolation but rather as an inter-
connected set. Firstly, the contingency theory states that there should be a fit between the 
business environment and business processes. Then, the DC theory stipulates that continuous 
improvement efforts are needed to assure sustained benefits from BPM. Finally, the business 
processes and information technology/systems must exist in order to define the critical 
success factors (Hoskisson et al., 1999). 
To become a success organization is contingent upon various internal and external 
constraints and each firm may manage them with a different approach. So, there is no best 
way or a standard method to follow.  “The design of an organization must “fit” with the 
environment and effective organizations and not only have a proper “fit” with the 
environment but also between its subsystems” (Livari, 1992, p. 18). Therefore, each 
organization should continuously improve their BPM after studying carefully their 
contingencies and then appropriately align them to its BPM program. This is the proper way 
to assure sustained benefits from BPM. Using the corporate IT function in the organization, 
managers can tightly couple the enterprise processes and the organization’s information 
(Strnadl, 2006). Finally, managers should establish and maintain a real fit between technology 
and business processes, otherwise the users and managers may bypass the rules and specially 
the information systems (Bendoly and Cotteleer, 2008).  
The competitive advantage of a firm is the most important factor of success; thus, 
corporations should use their dynamic capabilities as a buffer between firm resources and 
the changing business environment. This can help a firm to adjust its resource mix and 
thereby maintain the sustainability of the firm’s competitive advantage (Vaidyanathan and 
Devaraj, 2008). The BPM may be characterized as a best-practice management principle to 
help firms improve and sustain their competitive advantage (Hung, 2006). The specific 
processes, which can define the dynamic capabilities theory are: product development, 
strategic decision-making and alliances (Sher and Lee, 2004). These processes allow the 
organization to analyze, design, manage, and optimize its dynamic structure (Strnadl, 2006).  
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 So, a success organization should make decisions, having in mind that their business 
processes should be aligned with its environment and assure the flexibility and continuous 
adaptations of its core processes. At this point, I would like to mention again the proper 
implementation of IT, speaking mainly about data collection and data analysis. The key 
processes of a corporation should be decided and clearly defined, in order to contribute to 
the competitive advantage of the company. That means, to specify the business processes, 
standardize them and supply the employees with clear rules, which will set specific 
boundaries on the one hand and allow some flexibility on the other.  
The success of a company could also be divided into three distinct clusters, which are 
the following (Pasanen, 2000): 
1. Stable SMEs operating successfully in local markets with no aspirations for 
growth; 
2. Innovators operating in growing markets with plans for continuous growth; 
3. Efficiency-oriented SMEs with leap wise growth. 
Analyzing the above clusters, a very important factor is the survival of the company. 
When we are talking about the survival, it is better to use also the indicator of growth as a 
more accurate dimension of success (Mead and Liedholm, 1988). Another important factor is 
the skills of the entrepreneur. An entrepreneur should hold all these appropriate skills to be 
able to deal with the everyday challenges. These skills will create immediately an advantage 
over business with no-skills entrepreneur (Gibb and Cotton, 1998). Some of entrepreneur’s 
skills are honesty, friendliness, innovation, creativity, entrepreneurship, persistence, positive 
attitude, problem solving, enthusiasm, personal initiative, optimism (create optimistic 
atmosphere in the company), risk taking and networking (McClelland, 1987). Another 
important characteristic is self-commitment, which mainly appears in central Europe. These 
characteristics are a very critical determinant of the success of SMEs (Fink, 2008). Finally, I 
mention marketing, which is a very important factor for business success. Organizations, 
which are using innovative marketing in their everyday activities, will have many prospects to 
succeed (O’Dwyer, 2009).  
It is commonly accepted that, one of the most acceptable measures of business 
success is the financial criteria. However, many small business owners are starting their 
business on the basis of lifestyle and motivated from personal factors, personal goals and 
objectives. Sometimes, non-financial goals are more important for small businesses and thus, 
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success for them could be personal satisfaction and achievement, flexible working hours and 
flexible lifestyle and finally pride in their job.  These non-financial goals could generally value 
higher than wealth creation, always taking into consideration, though, the age and the 
distinguishing characteristics of each business. 
Profit, turnover or return on investment are some of the most measured figures to 
define the business success. “The most obvious measures of success are profitability and 
growth” Hall and Fulshaw (1993: p229). In economic terms this is seen as profit maximization 
(Greenbank, 1999). The employee’s number or general the financial performance is the basis 
for these figures (Barkham,1996) and are simple to monitor.  
On the other hand, these figures are important only when the owner of a small 
company wishes or needs to “grow” his business. That means, success is something 
subjective.   
Coming back to non-financial measures of success, I will also refer to autonomy, job 
satisfaction or the ability to balance work and family responsibilities. These factors, which are 
commonly used by business owners, are subjective and personally defined. Consequently, 
they are more difficult to be measured and be quantified (Buttner and Moore, 1997).  
Finally, I am going to define also business failure, so as to know what a SMEs should 
avoid and note some factors that causes business failure. Business failure is defined as “the 
termination of a business with losses to creditors and shareholders” (Dun and Bradsheet, 
1979, p. 15). Business failure have classified into endogenous and exogenous causes. The 
endogenous causes are mostly internal problems in the firm operation (Peterson, Kozmetsky 
and Ridgway, 1983). These internal causes are presumably under the control of the firm. The 
exogenous causes are based on external factors which are beyond its control (Dandridge and 
Sewall, 1978)). 
The endogenous factors could be identified in two main groups. Group one is the 
personal characteristics and shortcomings and group two are the weaknesses in financial and 
operational management of the firm. Often in a SME, owners or managers emphasize to 
technical skills while denigrating the importance of management skills. In SMEs can be 
identified four principal problem areas. These problems are related with management 
expertise in four functional areas, which are marketing, accounting, inventory control and 
cash flow management (Khan and Rocha, 1982). 
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High interest rates, inflation, recession, taxes, competition and government 
regulations could also be included in the list of exogenous factors (Peterson, Kozmetsky and 
Ridgway, 1983). Finally, in the list of exogenous factors, we can also include the unfair 
competition from the public sector, the large corporations and the imports. So, failure has 
many contributing factors, which could affect SMEs. So, firms should know these factors, 
analyze them and be prepared to face them (Edmunds, 1979). 
2.2.5 Conclusion for a success business and proposals  
Analyzing the literature, I believe that success factors in a SME (specially in small-
micro companies) are the following (Grunert and Hildebrandt, 2004): 
 
1. financial criteria: a firm should produce profit;  
2. the business process management: should be well organized; 
3. personal factors: the entrepreneur should hold the appropriate skills and 
motivation using personnel policies concerning respect and payments.  
I strongly believe that if an SME opts to become a successful firm, it should create a 
strong team with people experts in management and finance. It should also have externals 
partners for the sectors of the business, which are not necessary in the everyday business 
work (e.g., a graphic designer, a lawyer, a marketing analyst etc.). Making a further step in my 
analysis, I would like to introduce some more specific proposals, which should be adapted 
from SMEs in order to become successful and can be used in the everyday business life: 
• Choose a quality product or service using the Mullins' Seven Domains3 
• Assembling the right team:  
▪ Hire people based on talent and personal strengths – don’t be 
emotional – choose them and then become emotional with the right 
persons. 
▪ Create a clear structure inside the firm with clear obligations and 
defined boundaries. 
▪ Create an environment where people will feel respected and valuable. 
 
3 Diagram reproduced from "The New Business Road Test: What Entrepreneurs Should Do Before Writing a 
Business Plan" by Mullins (https://www.mindtools.com/pages/article/mullins-seven-domains.htm) 
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▪ Organize trainings as every year routine event – organize seminars 
inside and outside of the company for developing valuable skills and 
knowledge of employees and increasing opportunities.  
• Operations (Processes, Work): 
▪ Clear structure and responsibilities. 
▪ Measure and control the most important data, using effective 
computer information systems and programs.4 
• Marketing:  
▪ Defined target markets with defined market strategy. 
▪ Build a strong brand positioning. 
▪ Monitor customer needs, values and satisfaction by using the value 
proposition canvas.5 
• Finance:  
▪ Knowledge of management accounting: design a cost management 
system for planning, decision making and control for value creation. 
▪ Use the right method of costing. 
▪ Have access to tools which will help employees perform as good as 
possible.6  
After completing the first two steps, then SMEs should find ways to improve 
operation, sales through marketing and finance. This dissertation will focus on those 
segments by proposing the most important performance indicators (KPIs) that SMEs should 
measure and follow in order to be a successful firm. In the next section, I will refer to 
performance measurement systems and KPIs and I will propose the ones who are the most 
important for SMEs and specially for AKSES.7 
2.4 Performance measurement systems for SME and KPIs  
The knowledge bases and research about performance indicators, for SMEs, are 
usually strongly restricted. Therefore, it is of particular importance for these companies to 
 
4 For further information see https://lciweb.com/the-5-key-success-factors-of-business-no-3-operations/ 
5 For further information see https://lciweb.com/5-key-success-factors-of-business-marketing/  
6 For further information see https://lciweb.com/5-key-success-factors-business-no-5-finances/  
7 For further information see https://lciweb.com/the-5-key-success-factors-of-business-based-on-a-20-year-
study/ and https://smallbusiness.chron.com/key-business-success-factors-2787.html 
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find, analyze and finally select and utilize only the most critical performance indicators for 
themselves. This could point towards a focused approach to performance measurement 
system (PMS) (Hvolby and Thorstenson, 2001). 
The PMS can be defined as a set of metrics that quantify inputs about efficiency and 
effectiveness of operations to provide insights and make clear the overview of the company’s 
performance (Neely, 1995; Henri 2006). This definition is fairly to explain PMS. The functions 
under this definition could be decision facilities, decision influencing or decision making. So, 
this definition allows the inclusion of PMS research in its deviation.  
After a research in the literature and reading overviews for performance 
measurements methods, I will refer to the most cited measurement models. These are the 
Balanced Scorecard (BSC) (Kaplan and Norton 1996; 2001), the EFQM, which is a globally-
recognized self-assessment management framework, and the four-level performance 
pyramid, which is presented by Cross and Lynch (1988), Kueng (2000) and Neely (2000). The 
first two models are focusing in the entire business and the third one is focusing on single 
business processes. In this dissertation those models will be presented, in order to study them 
and finally select the most important for SMEs.  
2.4.1 Organizational performance measurement models  
2.4.1.1 The Balanced Scorecard (BSC) 
Generally speaking, if somebody wants to measure the holistic performance of an 
organization, he should use one of the above measurement models, having in mind the 
different performance perspectives. So, using the BSC, there are four perspectives for 
objectives and performance indicators which ensure alignment between strategies and 
operations (Table 3) (Kaplan and Norton 1996; 2001).  These are financial performance, 
customer performance, internal business process performance and performance related to 
learning and growth.  
Table 2 An overview of the performance perspectives in Kaplan and Norton (1996; 2001) 




Internal Business process performance 
Performance related to learning and growth 
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2.4.1.2 The models by Cross and Lynch (1988) 
Similar perspectives can be found in other organizational performance measurement 
models. The model by Cross and Lynch (1988) offers a four-level performance pyramid 
starting on top with the vision, then the business units (Market Measures and Financial 
Measures), then the objectives per business operating systems (Customer Satisfaction, 
Flexibility, Productivity) and finally at the bottom the operational objectives (Quality, 
Delivery, Process Time, Cost) (Figure 1). 
 
Figure 1. The SMART PMS (Source: Pollalis and Koliousis (2003). 
 
2.4.1.3 The EFQM - Self-assessment excellence model 
The EFQM – the self-assessment excellence model- can be characterized as another 
alternative performance measurement model. This model focuses on evaluation, not through 
strategic alignment but through self-assessment, offering also, performance perspectives. For 
instance, the EFQM (2010) distinguishes enablers (people, strategy, partnership&resources 
and processes, products and services), from result (people results, customer results, society 
results and key results) and feedback loop (learning, creativity and innovation) (Figure 2). 
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Figure 2 The EFQM (2010) distinguishes enablers – source: EFQM (2010), EFQM Excellence 
Award8 
 
2.4.2 Analyzing the BSC  
Having in mind all the above, I believe that the BSC is a very useful and advantageous 
tool, which can motivate employees and make them clearly understand the vision of the 
organization. First of all, BSC can be characterized as a measurement tool but it can be also 
cited as a management system. BSC focuses on achieving the strategic objectives of the 
organization, on people’s efforts by measuring specific performance indicators and on 
feedback information so to target new future performances. In other terms, “the BSC converts 
an organization’s vision and strategy into a comprehensive set of performance and action 
measures that provide the basis for a strategic measurement and management system” 
(Pollalis and Koliousis, 2003, p. 35). 
The BSC framework is a performance measurement system which measures strategy, 
operation and finance by using certain performance indicators. These performance indicators 
could be analyzed inside this framework through “perspectives” (Figure 3 and 4).  
Perspectives reflect the different views that can be taken of an organization. First and most 
easy to understand and to measure is the Financial Perspective, which may consist of 
profitability, asset growth, organization value etc. Then, the BSC framework refers to 
Customer Perspective. That means that the organization should focus on customer needs and 
think as a customer. The performance indicator could be customer satisfaction, the service 
 
8http://www.efqm.org/.  - https://www.researchgate.net/figure/EFQM-2010-Framework_fig1_260595765  
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level of the company or the customer growth. The internal processes and procedures are 
defined in the Internal Perspective of the BSC. In this perspective we are talking about 
employees’ productivity, engagement and satisfaction, lead time or cycle time and cost. 
Finally, the Organization and Learning Perspective deals with employee issues. The most 
important indicators could be the employees training for skill development or market 
innovation.  
Figure 3 The framework of BSC. Source: Kaplan and Norton (1996). 
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Figure 4.  The BSC offers a global view to business performance (Source: Gentia Software Plc 
(1998, p. 6)). 
 
I believe that the BSC is one of the best models because it measures both financial and 
non-financial performance indicators, it balances the interest on both internal and external 
stakeholders and finally gives to the managers necessary data from past performance 
indicators which can be analyzed to predict future performance or set the future achievable 
goals. Using the BSC firms can directly derive long-term goals (mostly strategic goals) and link 
them to short-term objectives (mostly operational) (Figure 5). So, a company should, first, 
choose the right performance measures and performance indicators and then start to 
measure them and operate in such a way as to achieve their objectives.   
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Figure 5. Linked objectives usually deliver a financial result (Source: Gentia Software Plc (1998, 
p. 7)). 
 
In a nutshell, the BSC translates vision and strategy into objectives and measures 
across a balanced set of perspectives. The BSC includes measures and processes that will lead 
to the intended results for the future and can be found in many literatures which are relative 
to performance management system (PMS). There are many arguments in literature for BSC 
as one of the most important process performance systems (PPMS) and most frequently used 
(Kueng, 2000; Van Looy and Shafagatova, 2016)  
2.4.3 Performance indicators 
All the used performance indicators from a corporation should have either a 
concretization or an operationalization approach. They will describe exactly the way and 
result a value, so to be comparable against the target or against competitor’s indicators.  
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A performance indicator or key performance indicator (KPI) is a type of performance 
measurement. The KPIs benefit a business to customize metrics and measures, so to visualize 
the status and the trends inside the company. Before the selection of the most important 
KPIs, an organization should define its mission, vision and its goals. Once the organization 
defines these factors then KPIs can be employed to measure progress towards those goals 
(Guzik, 2010). 
The right choices of indicators will highlight the most important sectors of the 
organization, which need attention and action.  “What gets measured gets done” and “if you 
can’t measure it, you can’t manage it” are just two of the popular saying used to highlight the 
critical importance of metrics. Without the right KPIs managers “are sailing blind” (Marr, 
2012). Having presented the various performance measurement models available, I continue 
defining the way to choose the right KPIs. All the used KPIs are mentioned in the literature on 
business process performance.  
2.4.4 How to choose the KPIs  
The valuation criteria for KPIs are mostly dependent on the organization itself and 
should be derived from the organization’s objectives, strategy, mission and vision. 
Nonetheless, an organization should also combine financial and non-financial KPIs in order to 
have a holistic view of the company. There are also objective and subjective indicators which 
sometimes, if appropriately combined, can result in valuable outcomes.  Although subjective 
indicators face challenges from bias, their use has some advantages. Some of them are the 
following: include stakeholders in an assessment, address latent constructs or facilitate 
benchmarking when a fixed reference point is missing (Hubbard 2009; Richard 2009).  
The significant difference between an SME and a large company is the environment 
that an SME is operating (Garengo, 2005). The external uncertainty is much bigger and the 
rate of innovation and continuous improvement is very small. Their market is very limited and 
their number of customers is very small conversely with large companies. Moreover, SMEs 
have to deal with limited capital and skills. These limited recourses make their everyday 
business life difficult to manage and hard to implement strategic decisions and finally follow 
them taking also into consideration that time is not their ally (Vachani 2005; Lohrke 2006). 
However, SMEs have flat structure, high flexibility and innovative potential. All these factors 
give them the ability to react quickly to changes in market demands (Hudson 2001, Tambunan 
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2005).  Specifically, for SMEs, the following Table 4 presents the main features that a PMS 
should display to be suitable for SMEs. 
Table 3. The main features that a PMS should display to be suitable for SMEs Source: Cocca 





Reading the literature, I agree that time, quality and flexibility are the main 
operational dimensions and are the most important which should be measured. (Kaplan, 
1983). I will add also, finance, in various different forms, as a critical dimension of 
performance and the customer satisfaction and human resources. (Eccles, 1991). Table 5 




Performance measures PMS as a whole PMS development 
Derived from Strategy All stakeholders considered Periodic evaluation existing PMS
Strategy development 
Link operations to strategic goals
Flexible, rapidly changeable 
and maintainable
Simple to understand and use
Balanced 
(internal/external, 
financial/non-financial) Long- and short-term planning
Synthetic
Clearly define/explicit purpose
Information sharing and 
communication
Easy to implemen, use and 
run Manager's commitment
Stimulate continuous 
improvement/right behaviour Casual relationship shown Employee involvement/support
Relevant and easy to maintain
Strategically aligned Facilitator 
Easy to collect 
Graphically and visually 
effective Maintenance procedure
Provide fast, accurate feedback Incrementally improvable
Monitoring past performance Linked to rewarding system Systematic targets setting
Planning future performance
Roles assignment and 
responsibilities sharing
Integrated with IS Performance revision procedure
Promote integration
Linking performance to 
compensation process
Procedure clearly defined
Define formula and source of data IT infrastructure support
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Table 4 Critical dimensions of performance9 










































Cost control  Competitiveness Learning 
 Cycle time Future growth Sales Innovation 
Labour 
efficiency 















 Product cost 
reduction 
 Productivity  
 
These six dimensions can be characterized as no perspective but they are supposed to 
encourage the holistic view of the corporation in these areas and use them when developing 
measures to support the company’s objectives. 
As mentioned before, the financial dimension of performance is critical for both large 
and SMEs. But for SMEs is paramount because of the lack of a monetary safe net, which will 
absorb the impact of fluctuations coming from the market changes. Finally, in SMEs it is 
common that the structure is flat and employees often are responsible for many jobs or have 
many roles in the company. This fact brings out the importance of employees training, the 
motivation, the work environment and the necessity of the effective monitor of the human 
resources.    
Therefore, success will be probably achieved, if a company implements a well-
designed development process, focusing on clear and effective project management 
procedures.  (Ghobadian and Gallear, 1997). All levels of management should work as a team 
 
9 https://doi.org/10.1108/EUM0000000005587 
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to achieve the defined utmost goal of the company, following the critical success factors of a 
BSC. These factors are presented in table 6.      
 
Table 5 Critical Success factors of a BSC10 
CRITICAL SUCCESS FACTORS OF BALANCED SCORECARD SYSTEM  
The leader/top management/board should walk the talk and utilizes the scorecard regularly in 
reviewing performance and in making plans for the future. 
 
The Balance Scorecard system should be used on its day-to-day use throughout all 
levels of the organization. 
 
Every individual should be aware and able to understand the importance of the 
performance measures and the relationship of the scorecard to the organization’s mission. 
 
Human Resources Department should ensure that the staff and 
management’s individual evaluations and compensation are linked from the organization’s 
performance to the balanced scorecard. 
 
Wrong selections of measures or having numerous measures for each perspective of a 
Balanced Scorecard: When establishing the various perspectives key performance indicators, the 
objective is actually not to have numerous measures for each category/perspective but rather to select 
those few that best inform an organization when its operations are aligned with its mission and where to 
focus its attention and resources. 
 
 
3. The Case study of AKSES  
AKSES is the distributor of E/one pumps, located in Thessaloniki Greece. AKSES can 
provide a less invasive and more cost-effective sewer solution, using E/one grinder pumps. 
The company is a sole proprietorship. The founder of AKSES is a mechanical engineer, with 15 
years of experience in technical sales in North Greece. 
 The last five years, AKSES company entered the sewage market with some small 
pressure sewage projects and prepared some studies for future sewage projects. It seems 
that the new sewer systems that AKSES proposed to the market is a promising one and there 
is a potential growth for the company. The founder decided to attend an EMBA program, so 
as to get access to theoretical knowledge, that would help him to achieve his goal by 
organizing his activities in a more professional and effective way.  
After five years of operating and analyzing the market and having graduated from the 
EMBA program, the founder believes that now is the right time to make the next big step to 
transform this small company into a medium size organization with the potential to become 
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The vision of AKSES is: Trust us as the organization, which gives solutions on waste 
water networks where others cannot.  
The goal of AKSES is: Add one more sewage solution in the market, which is the low-
pressure systems. Pressure sewer systems are used in areas where a conventional gravity 
sewer system cannot be installed or is too expensive to do so. These areas may be very flat, 
rocky, hilly, or wet11.  
Having in mind the vision and the goal of AKSES, I am going to present the Balanced 
Scorecard using the most important segments, which are Customers, Learning and Growth, 
Internal process and Financial factors. 
3.1 The BSC of AKSES 
For AKSES the chosen KPIs are the following: 1. Customer growth, 2. Customer 
satisfaction, 3. Trainings per year, 4. The regional growth, 5. The investment for 
seminars/webinars, 6. The number of brainstorming meetings, 7. The lead time applying a 
study, 8. The chosen financial ratios. Specifically, the financial KPIs, which will be used for the 
comparison, are the following: 1. Firm age, 2. Asset growth, 3. Sales growth, 4. Employees 
growth, 5. Number of employees, 6. Solvency ratio, 7. Profit margin %, 8. Return on Equity 
(ROE), 9. Asset turnover. For these KPIs there are data, which can be used, so to compare 
AKSES, with the market. In the next section I will present with more details the BSC of AKSES. 
3.1.1 Customers  
AKSES, as a new company with not so many customers, will monitor the customer 
growth, which means, measure the number of new customers per year but also the number 
of new contacts which are potential customers. These are the companies that at the present 
time have no project but, in the future, will probably have. Then, AKSES should be in their 
portfolio of solutions for their up-coming projects. An indicator will be the number of 
seminars to customers No/ per year and the number of new contact No/ per year or per 
month. Measuring these numbers, AKSES will conclude to the customer growth rate. The 
growth rate is the speed at which a company gains new customers over defined periods of 
time or the speed at which the visits per potential customers are increased or decreased. 
Here is an example of growth rate (table 7):  
 
11 www.eone.com  
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Table 6. Growth rate for new customers and for new contacts 
 
The second KPI regarding customers, that AKSES chose is the customer satisfaction. 
Having in mind that AKSES is a project-oriented company, it is going to use a survey every year 
with just three to the point questions: 1) Does AKSES fulfill your needs (needs means: propose 
the right sewage solution? - keep informing you with newsletters and new info)? 2) How likely 
are you to recommend AKSES? 3) Does AKSES communicate fast and accurately?  
3.1.2 Learning and Growth  
LEARNING: Professional training, promotion and personal development is the most 
important KPI in the sector of learning. That means the % of Employees trained or the number 
of trainings per year. AKSES chose the number of trainings per year because there will be 
standard trainings for all the employees depending on their sector. AKSES will monitor every 
year the numbers of trainings so as to compare and create a chart (Figure 6) with these 
numbers. 
  






2016 2017 2018 2019 2020
Trainings/year
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GROWTH: Open new regions and investments in training / designers (No/year), which 
means advise/teach them how to design low pressure sewage networks, using the Design 
Assistant 9 Software and Cycle Cost Analysis Tool through seminars/webinars. AKSES will 
monitor the growth per prefecture of Greece measuring the visits and the growth rate per 
prefecture. Greece has 54 prefectures. The goal is, in the next 3 years, to visit all the 
prefectures. AKSES will, also, monitor the expenses for seminars-webinars/total investment 
budget (%). AKSES decided that this % should be at least 35% of the total investment budget. 
An example is presented, for further explanation.  
Table 7. Expenses for seminars-webinars/total investment budget (%) 
YEAR 2019 € 
Total Investment budget 5.000,00 
Expenses for seminars/webinars 2.800,00 
 % budget used for seminars 56 % 
 
AKSES in year 2019 had a total investment budget 5.000€ and at the same year 
expensed 2.800€, which mean that 56% of the total investment budget went to 
seminars/webinars. A number much higher than the 35%. This result came, because AKSES is 
“boosting” for promoting the new solution.  
3.1.3 Internal Process  
Employee Engagement and satisfaction: The CEO will ask directly the AKSES team, if 
they are satisfied with their job and with AKSES mission. The most important question is, if 
the team feels proud to be member of AKSES team. To rate this KPI AKSES will measure the 
number of the meetings for brainstorming between the employees and CEO. That means 
AKSES is going to set the number of the meetings and the topics (Proposals for internal 
process changes, personal discussions, hobbies etc.). At the end of the year AKSES will see if 
the target is fulfilled. AKSES will also, monitor these numbers per month so to have a clear 
view of how things are going and make necessary changes if needed. Examples are presented, 
for further explanation. As Table 9 illustrates, AKSES conducted 12 meetings in year 2019. The 
target was 15. AKSES fulfill its target at 80%. 
Table 8. Monitoring of brainstorming meetings per year 
YEAR 2019 No 
Target No 15 
No of brainstorming meetings  12 
  80% 
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Table 9. Monitoring of brainstorming meetings per month 
January 2019 No 
Target No 3 
No of brainstorming meetings  1 
  33% 
 
As Table 10 indicates, AKSES conducted 1 meeting in January 2019. The target was 3. 
AKSES fulfill its target at 33%. That means that AKSES should determine the reason of not 
“hitting” the target. 
Lead time, applying a study: Is the time that AKSES needs to deliver the designs and 
the offer to the customer. It is very important for employees to know what to ask from the 
customer, know the key inputs of the project, so to minimize the time of discussions until the 
delivery of the designs. Knowing the designs, it is easy to offer the goods. AKSES will measure 
the time from the inquiry till the final delivery of the offer. An example is presented, for 
further explanation.  
Table 10. Measuring the offers lead time. 
    
LEAD TIME  DAYS 
Date of the inquiry No4 2/6/2020 
Date of the offer No4 12/6/2020 
Lead time Goal  5 
Achieved working days 6 
Success %  -20,00% 
 
At this example the result for inquiry No4 is negative, which means that AKSES was 
out of the lead time goal. 
3.1.4 Financial 
AKSES will measure the following ratios:  
1. Growth of sales from year t-1 to year t into percentage 
2. Growth of employees from year t-1 to year t, into percentage 
3. Current ratio (%) 
4. Solvency ratio (Asset based) % 
5. Profit margin % 
6. ROE using P/L before tax % 
7. Return on Assets % 
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8. Net asset turnover %  
The BSC of AKSES focuses on growth of sales, growth of total assets, profit margin and 
ROE. Ratios that explain the efficiency of the company and its profitability. These ratios are 
the most important for SMEs and specially for a new growing company. Table 12 presents the 
BSC of AKSES. This BSC is the result of the literal review analysis considering real inputs of a 
small firm (AKSES).  
Table 11. The Balanced Scorecard of AKSES 
 
3.1.5 Ratio Analysis  
To enable comparability with AKSES KPIs, I have relied upon Amadeus database and 
downloaded financial information for SMEs operating in the following industries (as per NACE 
classification): Wholesale of other machinery and equipment, Wholesale of hardware, 
plumbing and heating equipment and supplies and Manufacture of other pumps and 
compressors.  
Table 12. Sample composition used in comparisons with AKSES KPIs 
No  NACE Description Firms Obs Percent 
1  
Manufacture of other pumps and 
compressors 
10 85 1,09 
2  
Wholesale of other machinery and 
equipment 
843 6.129 78,41 
3  
Wholesale of hardware, plumbing and 
heating equipment and supplies 
198 1.603 20,51 
Total 1.051 7.817 100 
 
Table 13 presents the sample composition of firms used as benchmarks for comparing 
the performance of AKSES. The selected sample period is 2017-2019. The total number of the 
Objectives KPI Target Current Objectives KPI Target Current
Increase sales Growth of Sales Stabilized 
on 25%
88% Increase trainings for 
employees
Trainings/year 6/year 2/year
Increase profit margin Profit margin 50% 38,69% Increase trainings for designers Seminars/year 7/year 5/year
Increase total assets Growth of total assets Stabilized 
on 25%
100,00% Open new regions No of new region 1 1
Increase profitability ROE Stabilized 
on 25%
100,00%
Objectives KPI Target Current Objectives KPI Target Current





Increase contacts contact growth 50% 35% Lead time, applying a study % success 5 days 7 days
Increase customer 
satisfaction
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firms with the above descriptions are 1.051. At this point I will present the table with the 
ratios of our analysis. In the following table (table 14. Ratio Analysis) are presented all the 
ratios that have been chosen during the research.  
Table 13 Ratio Analysis (Appendix 1. Description of the variables) 
Variable 25th Mean 75th StDev 
AGE 10,00 21,20 30,00 14,25 
ASSET_GROWTH -2,45 13,81 16,58 39,60 
SALE_GROWTH -4,99 23,56 22,82 82,54 
EMP_GROWTH 0,00 5,42 0,00 24,69 
EMPL 5,00 14,41 15,00 36,25 
CURR 1,18 3,01 2,99 3,94 
SOLR 23,01 43,68 67,82 30,94 
PRMA 0,93 4,77 9,85 12,25 
RSHF 2,34 20,85 31,65 42,95 
ROA 0,27 4,28 9,03 10,52 
ASSET_TURNOVER 65,39 120,14 153,39 80,39 
          
The first note that should be underlined is the age of the firms and the number of 
employees. The mean age of the comparing companies and the mean number of employees 
is 20 years and 15 persons respectively, which mean that all companies are many years in the 
market with an organized structure (15 employees). AKSES was founded in 2015, the year 
when capital controls were implemented in Greece. So, AKSES has been in the market for the 
last five years and started operating in a very unstable period. AKSES in the first two years 
was trying to organize the company, define the vision and the goals of the company and make 
the marketing research about the future positioning of the company. The results came in 2017 
with the first pilot installation and the first project. In 2016, 2017 and 2018 AKSES was 
promoting the new sewage system to the market. There were no projects at this period but 
three studies were made in three different areas with AKSES’s sewage system, which means 
that it is about time the next project came. In 2019 came the first of the three studied projects 
and now AKSES is waiting for the next two. At this point I will present the results of AKSES 
from 2017 to 2019 (Table 15. AKSES ratios). AKSES is a project-oriented company and this is 
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Table 14. AKSES ratios 
Variable 2017 2018 2019 
ASSET_GROWTH -90,27 -100,00 100,00 
SALE_GROWTH -79,45 98,53 746,15 
EMP_GROWTH 100,00 0,00 0,00 
EMPL 2,00 2,00 2,00 
SOLR 100,00 100,00 100,00 
PRMA -0,08 -0,60 1,58 
RSHF -927,93 0,00 100,00 
ASSET_TURNOVER - NAT -927,93 0,00 121,92 
 
From the above table it is obvious that AKSES in the last three years was investing in 
the new sewage system, using its asset. AKSES decided not to use loans from banks because 
wants to have the total control and all future investments will come from its assets. AKSES for 
every future investment will use its asset and if a loan will be necessary, the percentage will 
be as small as possible. The money that AKSES need for their suppliers will come from their 
assets and the % pre-paid of its customers. Acting like this AKSES will be “independent” and 
a “healthy” company. For AKSES, these two definitions indicate success. This is the reason 
that Solvency ratio (Asset based %) is 0%. 
In 2019, with the first big project, AKSES generated profit with a profit margin 1,58. 
AKSES’s goal is to increase profit margin, so in the future to have the ability to be organized 
better as a success company. That means invest in marketing – to its employees (hire people) 
– to its facilities/equipment and IT. Table 16 presents the ratios of AKSES in 2019 and the 
mean ratios of the used sample. 
Table 15. Comparative table 
Variable Sample Mean AKSES 2019 
AGE 21,20 5,00 
ASSET_GROWTH 13,81 100,00 
SALE_GROWTH 23,56 746,15 
EMP_GROWTH 5,42 0,00 
EMPL 14,41 2,00 
SOLR 43,68 0 
PRMA 4,77 1,58 
RSHF 20,85 100,00 
ASSET_TURNOVER - NAT 120,14 121,92 
      
Focusing on year 2019 and having in mind that AKSES has already designed 3 new 
future projects, I can say that AKSES has good ratios and probably will grow in the near future, 
providing that it will follow the BSC, remain customer oriented and develop a bigger team. Of 
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course, these ratios should be stabilized in the next years in the level of the sample. For 
example, the profit margin should increase to 4. The asset and sales growth should be 
stabilized after reaching a sufficient and profitable turnover.  
AKSES at this point has no inventory. The orders are oriented from each project. In the 
future, AKSES should have stock and decrease the waiting time. AKSES has no long-term debt 
obligation (Solvency ratio is zero). So, it is a company with a very good product (different 
sewage solution- differentiation), no debt and two studies for up-coming projects. All these 
factors indicate a future growth and AKSES could be optimistic for the future as a new entry 
company in the sewage market. 
4. Conclusions of the analysis  
Occasionally, important things are very difficult to be measured. So, managers should 
find ways to measure or to evaluate these important key factors, which are critical for the 
success of their business. Business quotes such as “If you cannot measure it, you cannot 
manage it” or “What is measured improves” (P. Drucker) indicates the importance of 
measurements. Thus, SMEs should find the right measurable KPIs depending on their activity. 
These KPIs should also be specific, achievable, relevant and time-oriented. This dissertation 
was focused on these factors. Its goal was to help, especially small enterprises, to grow by 
using Balance Scorecards. With the real case study of AKSES, I tried to present real inputs of 
a small company who is trying to improve performance and make the right decisions for 
future grow. To make these decisions, data should be collected by measuring the most 
important KPIs.  
Finally, I would like to add that there is a gap in the literature for SMEs and how SMEs 
should act to grow and when it is the right time to make the next step from being a one-
person company to a team-oriented company. This dissertation wants to start the discussion 
for future research. I hope that proposing the way to choose the right KPIs and transform 
them in ratios, I made the first step to achieve this goal. In Greece, there are too many firms 
that are in this critical point. Academic community should find the appropriate tools, so a 
company be able to decide if to proceed or not, to the next step. 
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6. Appendix – Variable Definitions 
 
Definitions Variable 
Firm age AGE 
Growth of total assets from year t-1 to year t, into 
percentage 
ASSET_GROWTH 
Growth of sales from year t-1 to year t, into 
percentage 
SALE_GROWTH 
Growth of employees from year t-1 to year t, into 
percentage 
EMP_GROWTH 
Number of employees EMPL 
Current ratio (x) CURR 
Solvency ratio (Asset based) % SOLR 
Profit margin % PRMA 
ROE using P/L before tax % RSHF 
Return on Assets ROA 
Operating revenues to total assets, into percentage ASSET_TURNOVER 
 
